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- is preparing for a position calling for such leadership.

L ——_—TET AR

Lol

-

( TRAINING PROGR&MQINTRODQCTION

Purposes and Nature of the Training Program »

This program of IO.ynits offers training fog leadersh{p.in séﬁectind,
planning, and conducting any sort of educational improvement program of é
school or school system. The improvement proéram could have the purposé of
improving existing features bf a school SyStemvor introducing changes in the
system, ) .

The training program is meant for anyone in education whose position

involves leadership in any sort of educational improvement program, or who

The topics covered by Units 2-10 of this training program are listed

-

below. 'Descriptions of these units are given later in this unit as parﬁ of

the General Study Plan Guide (pages 36~41).

“Unit Theory and Strategies for Local Educational Improvement

o\

Unit 3. Task Flow for Designing and'Cznducting Local Educational
Improvement Programs
o)
Unit 4. Individualization, Mastery, and Student Self-Direction as
Themes of Educational Reform, wi%ﬁ Relatéd Innovations

Unit 5. Enquiry as a Theme of Educational Reform, with Related
‘Innovations

Unit 6. Personal/Social Development as a Theme of Educational Reform,
with Related Innovations

Unit 7. Relevance as a Theme of Educational Reform, with Related
Innovations

Unit 8, Selecting a Local Educational Improvement Program

Unit 9. Analyzing and Improving the Implementation of a Local
Educational Program

_Unit 10. Diffusing £ducational Improvement Programs within a School
System
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The training program has begp designed so that it can be studied on
agéindividua1 ?asis, with each unit in a form that permits independent
s}udy. ATl students should do Unit 1 (ipc?uding the General Study Plan
Guide} and should study any or all of the remaining nine units‘depending
on needs, interests, and time avaiiable. Each of Units 2~10 can be °
studied profitably without studying the otper units. However, it is
expected that most students will select two or more units. for example,
a student concerned with imbroving the individualization of iﬁscrhctiqn
could sae'le‘cf Unit 4 and one or more of-Units 2,@23, 8, 9, and 10, depending
on the position held and current needs of the school system. )
The tr@ining materials can be used in various ways;. University

professors could use any or all of the units as assigned or elective

F

components of courses in administration or supervision. The units could
be used in workshops for field personnel of state education departments,
or for administrators and supervisors in school systems. Yhe units could
also be studied on an individual basis by anyone in a role of educational
leadership, either as general preparation for such leadership, or as a
guide to immediate work in a particular educational improvement program.
To add to the practicality of using the units, each has been built to

require no more than one or two days of study.

4
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Outline of Unit 1

Y

2

The present unit, requiring only a féwéhours of study, gives an intro-
duction to the training program consistinz of five study objectives, followed
by a General Study Plan Guide to the student’s work on the remaining
units. The five objectives offer a general review of educational

improvement programs, a survey of positions calling for leadership in




: Unit 1 - 3

. . school improvement, an examination of qualifications for such leadership,
and a discussion of current reeds for training such as this program offers.
These are the topics of the five objectives: .

—Objective 1. ' List and 11lustrate Genera) Types of Local
Educdtional Improvement Programs

Objective 2. ldentify and Describe Common Shortcomings in
Local Educational Improvement Programs

Objective 3. ldentify and Describe Positions Calling for a
Specialty in Local Educational Improvement

Lo

Objective 4. Outline General Qualifications for a Local
Educational Improvement Specialty :

Objective 5. -Outline’Needs for Training in a Local
Educational Improvement Specialty

The General Study Plan Guide gi{gs brief descriptions of Units 2—10;
then glves a procedure for the étudent, with or without an instructor's
. assistance, to develop a personal plan for studying any of tha2se units.
In each unit selected for study, the student wtll use the Unit Study Plan
_Gﬁide in arriving at a specif - plan for study of that unit. In determining
hovt a unit is to be studied, parforming a un%t pre-assessment exercise will
provide fnformation on what study s needed. Following study of the unit,
] & post-aSSesémgnt exercise will check mastery of th; unit's objectives. (In
studying this introductory unit, no pre- and post-assessment exercises are
included.)
-
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-

. Objective 1. List and illustrate geﬁera]___gypas of local educationhal .
improvement prodrams  ° -

- A Tocal educational “improvement program--is-any E?anned‘ program (or

project) designed either to improve the instruction offered s..tudents

or to improve any aspect of a school system outside its instructional

pr‘ogr;;n. The first of these purposes could be illustrated by a program »

- changing instruction in a curricclum are. whilé the latter could be 1 v
illustrated by a program intended to i‘mp‘FoVe st_aff morale or community y ¢
r‘e?atiqns. Note that an ir_nproVement progr"am\ could have the purpose of ‘
strengthening what is already being done in fffe school system, or it

could introduce some change into .the system as by adopting an innovation

to replace some current aspect of the system,’

LY
3

Exercise 1
. In Exercise 1, try your hand at listing and_illustrating different
types of local educational improvement programs. The worksheet for this
e " e'xer'ci se is on the next page. The word e r‘ef_(_er's to general aspects.
of a school system within which various improvement programs could be
conducted. Very often, improvement programs involve introducing changes

. and most of your illustrations may be of this sort. However, you may

think of iilustrations that do not introduce éhanges but seek rather to
improve the implementation of existing features of the system. .
o WHen you complete the worksheet, spending no more than 5 6r 10 minutes
;n the exercise, study the following material that lists and illustrates
10 types-of improvement programs, noting any types that you may have missed
in your";i:t. It 1s very unlikely that you will have the same list of
. types of programs as the list of 10 that is given. Studying the 1ist of

10 should simply help you round out your list,

Q 8
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Directions:

F

Bt

'EXER(SfSE'I - WORKSHEET" -

fypes of Local Change Programs

List-below as many typés of local educational improvement

programs as you can think of quickly, and illustrate each type.”

only 5 or 10 minutes for this exercise.

When you complete it, study the

following pages-that call atteéntion to 10 types of such programs

TYPE OF IMPROVEMENT PROGRAM

JLLUSTRATION

“Urit 1 - 5
D

-

-

-

Take .

~

4




-that your 1ist of types of programs given fn Exercise 1 will include all . .’

- designed to improve the effectiveness of extst1ng pract1ces

" the type that identifies its chief purpose. For example, changing the

3 . '
) ~ Unit 1 - 6

-

The following is a 1ist of 10 types of local.educational iﬁprovement

L4

programs to use in checking your answer to Exercise 1. It is Mot expecfeg .

10 types 1is%eq below. Doubtless you have offered your own way of classifying

improveﬁent programs, perhaps using broader or narrower-groupings than %hd%é Tt
given below. Very 1ike1y you thoeght of one or more types of programs that -
are not covered by the 1ist of 10. The purpose of the exercise is simply to

help you think through the vgrious sorts.of improvement programs. There is

~no one right answet to the exercise since there is no official, 11st of types

of local educat1ona1 improvement programs. . , .

ﬂost improvement programs introduce changes fruﬁ’existifg practices.
Holever, many improvemeht programs, }atheﬁ than intreducing changes, are

. There 1s no standard classification of Tocal educational improvement
programs. However a useful 1ist of types of such progﬁams can be made by
surveylnguthe components of an Tnstructtonal program and survey1ng also the K
vartous conditions or”factors that can contrlbute to. strengthen1ng an ‘
instructional program. Improvement p grams can involve any of these
components, conditions, or factors, taken singly or in combination.

The 1ist given below covers the great ma_dority of local <improvement
programs It often happens that cne piogram 1ncludes features of several

of the types listed; in such cases, the progtam can.best be placed under

curriculum in elementary mathematics may, call for associated changes in .
learning equipment, staff assignments, and in-service teacher educatton.

The program‘éhou]d, however, be 1isted under curriculum improvement. The

¥ =

i0




P Unit 1 -7

first type of program listed--introducing a new instructional system--
includes changes in numérous components and conditions of instruction

{curriculum, organization for instruction; staff assignments, staff

tr‘aimn,g, etc. ) However, because of its inclusiveness, such a change
a [ e

program merlts a Spec1a1 category 1n the 1ist of tyRes of improvement

grograms
Under .each of the 10 types of improvement programs, you are invited

to write in one or more illustrations Of your own. T
- " ".'r ( L]

1 Intraaucing a new instructional system. This type of improvement

program introduces fe?ativg?y %nc?uéive and'iﬁter-reiated changes i; an
entire instrdctiona? prograﬁ,.or in the ways .instruction is conducted.
Good examples of instructional systems are several innovative programs.
- for individualizing instruction- Individua??y Prescribed Instruction (IPI)
originated at the University gf Pittsburgh; ' Program for Learning in
Ac%ﬁ}dance With Needs {PLAN) deve10ped by the American Institutes for : -
Research and the Westinghouse Learnlng Corporation; Ind1v1dpa11y Guided

Education (IGE) de9510ped by the Wisconsin Research and Development Center

for Cognitive Learning; .the "multi-phasic" plan for the nohgrgded high
school developed by B. Frank Brown at Melbpurne, Florida; and the “open-

ciassroom"'apprbach to the elementary school deéeloﬁed in Brifain.

Your illustration:

I
)
.

2. Introducing a program to serve a special purpose or special student

group. This type of program is similar to the one beginning this Tist except

. that it introduces a sub-~system within the total instructional system. Within

11
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{ts special orbit; it introduces a whole set of inter-related chanpes
(in cerriculum, staffing, etc.). . '

Illustrations are an honors program in ihe‘higu school; an
advauced p1acemenc program in the (high schooly 2 foreign 1533uage,prograﬁ
in the e?eméntary school; .a Head Start or Follow Thrcugh program; .and
settino up i Specia1 class. for emoticna?ly disturbed chi?dren ' w

2
Ycur i]lustrat]on

3. Changing the curriculum in cne or more instructional_areas. This
very frequent sort of improvement prcgram involves usua}1y adopting one
of che many innovative curricula deVelcpeu.during the past,decadcs. Truc{’
a schco1 system cam_crcate its own curriculum. ihis, however, is uncommon:
since most school systems lack the expert person2c1, the time, and the

. Eiamp?es cf curricu?a that many school systems have adopted are these:
The PSSC Physics course for the high schoc1 developed by the Physica?
Science Study Committee; BRSCS Bio?ogy deve?cped by the Biological Sciences
Curriculum Study; Science--A Process Approach (SAPA) devé]ohggéi:r '
the elementary 9Ch00? by the American Asscciatlon for the Advancement of
Science; and Man: A Course of Study (MACOS) created by the Educational
Deve?opment Center In Massachusetts.

In addition to adoptions of innovative currtcula, some curriculum
improvement programs invoive'merely shifting to a different.text series,
.or puttfpg together a mod?fieu curriculum making use of materials drawn.
from two or more published curricula.

Your illustration: /

money requTred to build a curriculum rather than adopting one built e?sewhere.

12




. 4, Introducing new learning equipment. As a means of improving

instruction, a school system can adopt new learning equipment in one or
more curriculum areas. -
Examples of equipment adoptions are: audiotape recorders; filmstrips

and film loops; Polaroid cameras; overhead pfojectors; computér facilities

L3
&

for computer-aided instructfon; dial selection systems to deliver audiotapes -

or videotapes; and teaching machines for presenting programed learning
materials.

Your illustration:

[ - e

e -

5. Introducing new ledrming facilities {changes in school plant). A

major area of educational innovation during the past quarter-century has
. ® been in educational facilities. The prime mover in this area has been
' the Educational Facilities Laboratory established in New York City by
the Ford Foundation with leadership from Harold Gores.
. ITTustrations of the sorts of chanées in facilities that have been
intﬁoducéd in many school systems are these: converting loft buiidings
.for school.use; modernizing the interiors of old school buildings to
provide more flexible uses'of épace; building open plan school buildings
with large learning spaces lacking partitions; creating space flexibility
through moveable partitions; replacing conventional school 1ibraries with
1garning resources centers; and employing campus plans for large centralized

school facilities.

-

A3

Your illustration:

-




Unit 1 - 10

'““.-H 6. Introducing a new in-service staf¥ training program, Because

e
T —— L]

of the critical needs for improving the competencies of personnel , most -
school systems regularlf design and .conduct in-service staff training
programs. Most such programs are of liﬁited value because of hasty planning, .

the lack of-adequate instructional staffing, and 1imited commitment of

staff members participating in them. (Many times, in-service teacher

——

workshops are a part of loca1.ad0ptions of new curricuia; such €n-
service education should be treated as a.part of curriculum change programs.)
Examples of local improvement programs in in-service education are

these: summer institutes in planning and conducting individualized

instruction; sEnsitivity training institutes for teachers; programs to

prepare teachers to work with inner-city chf]dren; and workshops for
teachers on evaluating instructional outcomes. -

Your 11lustration:

i

7. Introducing a new pattern for organizing instruction. Instructional

organization includes provisions made for articulating the various components
of the instruétional program. Local change programs can introduéé modifications
in school schedules, student schedules, teachers’' assignments and schedules,
staff specialists' assignments and schedules, student grouping, or'inter-
schos) divisions of instruction (as in 8-4, 6-2-4, 6-3-3, or 4-4-4 plans
" for dividing the school years into elementary, intermediate, and high schooi
levels). -

Numerous new organizational plans for schools have been developed during

the past two or three decades. Iliustrations are: nongraded plans for

elementary and secondary schools; cooperative {team) teaching plans;

14
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k3
£

) . departmentalized plans for elementary schools; hous:‘e pians for secondary
schools; and schools without walls in urban centers.

Yodr {1lustration:

8. Introducing a new program of interpersonal or intergroup relations.

Particularly -during recent years, interpersonal and intergroup conflicts
involving different cultural subgroups in the school population (blacks
vs. whites, Puerto-Ricans vs. blacks or whites, or Chicanos vs. whites) have

given impetus to local change programs seeking to déa? with such problems.

In addition, the growing concern among educators for the affective goals of

- education (involving such purposes as enhancing the student's self-concept,

_deVe10pin§‘§5§¥tf§é'?niérﬁéﬁsoné?‘attitudes, aanf?steiing cooperative
. intergroup relationships} has stimulated the int;'oéué“tion of local change
programs in this general area.

Examples of suﬁh improvement programs, excluding sensitivity training
for teachers or $imilar staff training programs, are these: staff--tudent
committees in high schools for working out solutions to interpersonaf or
Tntergroup conflicts; programs to increase students' participation in
decisiqns about curricular, co-curricular, or extra-curricular activities
at school; and courses in secondary schools dealing with such subjects as
personal deve10pmént, intergroup relations, and Black Studies.

Your illustration:

9. Introducing a new program in school/community relations. In recent

. years, the community served by a school or school system has become increasingly
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-

. involved in decisions about the contenti, conduct, and management -of the ’
instructional program. The Civil Rights Revolution has had much to do
with this, with special concerns expressed by the community .about the
relevance and quality of instrﬁction offered inner-city children, especially
children of minority groups. Increasing costs of schools have been a ) .
major source of community concerns anh actions. Concerns about the

effectiveness of schools have given rise to pressures to make the schools

accountable in terms of instructional outcomes in relation to costs.
I1lustrative local change programs of this type are: school system
. decentralization in New York City and other metropolitan centeré, in which -
thé participation of community members is stressed; educational programs
of community action agencies such as the Urban Leaﬁue, the NAACP: and Model
Cities; the setting up of community-controlled alternative schools; and
. activities of organized community groups i{n inner cities in pressing their
demands on local schooi boards.

Your illustration:

0. Introducing a new program in school administration or finance.

- Obviously, when camnunigy groups assume direct control of public schools,
or when they set up alternative schools, school administration and finance
are changed. However, major changes in administration and finance can occur
within a school system without being mainly. a result o;r;mmmunity pressures.
Examples of changes of this type are: .shifting from an appointive to
an elective school board; conducting bond drives to build new school

facilities; adding key administrative or speciaiist staff positions such as

16
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. assistant superintendent in charge of instruction, elementary or secondary
supervisors, assistant principals, or school psychologists; or introducing
a new system of cost-accounting or accountability within the school district.

Your illustration:

If you turn to the literature on local educational improvement programs,
you will not fiqd any review covering all of the types of programs described
above. The following references are useful surveys of one or more types
of tnnovations that have been adopted in numerous local change programs.

Commission on Educational~Technology. To Improve Learning. “Washington,
D. C.: U. S, Government Printing 0ffice, 1970.

Educational Facilities Laboratories. Transformation of the Schoolhouse. -
1969 Annual Report. New York City. :

. » Goodlad, John I. (ed).” The Changing American School. 65th Yearbook
of the NSSE, Part IT. Chicago: University of Chicago Press, 1966.

Goodlad, John I. The Changing School Curriculum. New York: Ford
Foundation, 1966. .

Guggenheim, Fred, and Guggenheim, T rinne L. New Frontiers in Education.
New York: Grune & Stratton, 1966 (General)

Heathers, Glen, "School Organization: Nongrading, Dual Progress and
;eﬁm Teaching." Chapter V in Goodlad (ed), The Changing American
chool. .

Interchange. Special issue on School Innovation. Vol. 3, No. 2, 1972.
Published by the Ontario Institute for Studies in Education, Toronto.
{General)

Miller, Richard 1. Perspectives on Educational Change. New York:
" Appleton-Century-Crofts, 1967. (General) .

“National Elementary Principal. Spécial Issue on Innovations in
Instruction. Vol. 43, No. 1, 1963. (General)

National Eiementary Principal. Special Issue on Cooperative Teaching.

. Vol, 44, No. 3, 1965.
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. Objective 2. Identify and describe common shortcomings of Tocal educational ‘
, improvement programs. ° “

Tn your role of leadership in-stréﬁgtheniné education, one important

. ’ way to recognize the challenges you face is to become aware of'the common
shoqtcomings‘of Tocal improvement programs. Such shortcomings have resulted
in the failure of *many change programs to achieve their objectives and their

being abandoned prematurely. s

The faults of improvement programs may lie in the lack of an adequate
analysis of needs for improvement, in a poor choice of change program, in
inadequate fmplementétidn of the program chosen, in:a failure to evaluate
program outcomes, or in a failure to spread changes;thougﬁoﬁt the school
system following a successful pitot test.

Such faults have been documented in a number of studies of different
. sorts of iMprovement.programs. Faults,in need analysis and the design

of change programs have been identified in"a national survey of projects funded
under Title III of the Elementary and Secondary Education Act. Riéhard I.
Miller, director of the survey summarized the weaknesses found in-hundreds-of
project proposals: )

...1inadequate definition of the needs in most of the proposals is

a glaring weakness....The 'needs' inadequacies are directly related to lack

of clear objectives...The proposals, as a whole, are inadequate in

evaluation...Lack of dissemination and implementation provisions is

" another obvious inadequacy.

("An Appraisal of ESEA Title III." Theory into Practice, 1967, 6, 116-119.)

Other studies will be cited in the discussion following Exercise 2.
In Exercise 2 (next page} you are invited to review the shortcomings
of a local improvement program familiar to you, or to point out different

. . weaknesses you have noted in different change programs.

] 18




Unit'1-- 15
EXERCISE 2 -~ WORKSHEET
. ) Weaknesses in Local Change Pr-o‘ﬁ-rams
Directions: From your knowledge of tocal change programs, describe’ weaknesses T

you have noted under any or all of the four headings below. Indicate the
type of change program in each case. If you refer to only one program,
write “Same“ opposite "Type of change program" under the later headings.

" FAULTY CHANGE PROGRAM DESIGN (Poor choice of changes to meet Tocal needs
inadequate plans for putting the changes into effect, etc.) b

Type of change program: : N

Faults noted:

-

FAULTY TMPLEMENTATION OF THE CHANGE PROGRAM
Type of change program:

o

: . Faults noted:

»

LACK OF ADEQUATE EVALUATION OF QUTCOMES
Type of change program:

Faults noted:

FAILURE TO SPREAD A SUCCESSFUL PILOT PROGRAM THROUGHOUT THE SCHOOL DISTRICT

Type of change program:

Faults noted:

19
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' The following discussion of frequent shortcomings of local educational
improvement programs will help you check and round out your answers to

Exercise 2.

»

Faulty Change Program Design - i‘
In many schcol systems, the choice 'of an improvement program, and
the plan for putting it in operation, both‘1egve much to be desired. This

always reflects a lack of the needed leadership, either of expertness in

selecting and planning the improvement program or of administrative support,
or both.
Two 11lustrations of faulty program choice are t@e following: A

school system with a predominantly inner-city student population, few of

whose studenfs are college-bound, selected for adoption the high school
. _course .in physics developed by the Physical Sciences Study Committee (PSSE

physics]. The course seeks to teach students theory and methods in physics

that are brst suited tb students with strong acadeﬁic interestg. Also, the

reading level of the course materials is above that-of most high school -

stgdents of an inner-¢ity p0pﬁlation. Failure of fhis change program could

.be e§peeted. _Another school system, desiring to individualize the teaching

of reading and mathematics in the elementary school, selected a nongraded

program for reorganizing instruction in these subjects. But the program
selected for adoption cq?led for sbrting students into homogeneous classes

of students having about the same level of advancement in these subjects.
Teachers would teach these classes with mainly whole-class methods that
involve little attention to the individual needs of students. Again, failure

of the program to achieve the intended-results could be predicted with

. confidence.

Y . 20




Unit ¥ - 17

o

‘Once an imﬁrOVement program has been Fhosen, it very often happens
that the plans made to put it in operation are Thadequate. This 1s
particularly apt to be true with regard to the selection and training of the
pgrsonnel assigned to implement the program. In the case of the PSSC
physics program, few high schoﬁi sclence teachiars know modarn theory and
methods of physics well enough to teach the new course éffectiVely. Also, .
ptans for 1nstalling the program in the schocl district referred to did not -
provide for ‘the 1n-serv1ce teacher education and ;uperviS1on that would be
needed by thg teachers. In the case of the school system that selected
the nongraded program, it also was true that implementation plans did not
_%NClhde intensive teacher education in the phiIOSOphy‘aﬁd me*hods of

advancing individual students on a nongraded basis within the program's

framework.

Fauity Implementation of Change Programs

Recently, the Veyy frequent failure of improvement programs to
achieve the tntended outcomes has been seen as the result, not of a poor
choice of program, but of'faulty program tmplementation. Studies of
degree of fmplementation of individualized programs such as Individually
Prescribed instruction (IPI] have revealed great differences in the degree
to which different teachers followed the procedures called for. The same
has been true with studies of implementation of cooperative teaching prog.ams,
nongraded plans, and open classroon plans. (Inadequate provisions in the plans
made for teacher Selection, tiaining, and supervision could account for these
shortcomings.) . '

One published study of faulty implementation found that an organizational
ptan for the elementary school had been implemented at the structural level

(new schedules, student grouping, and teacher assignments) but not at the

21
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“

procedural level (individual rates of progress, testing students for
mastery of learning tasks, etc.}. The structural features of the plan
could be placed in effect by merely administrative arrangements. The

-

procedural features required intensive staff trainitng =-d supervision that

was not provided. (Reference: Heathers, Glen. é}ggnizing Schools Through

the Dual Progress Plan. Danville, Illiﬁofs: Interstatz, j567. Chapter 8.}

Anothér study of faulty implemeﬂtat?on Tnvolved a change program in
a cfty elementary school serving mipority:group students, Teachers were
caltled upon to introduce §uch changes as building learning tasks around
a}lowfng the children to direct their own learning activities. Their
failure to do these things ratfier than' doing conventional teaching was |
shown to result targely from the failure of school administrators to
give teachers the needed oriéntation, tra%nfng, and support. (Reference:

Gross, Neal C., ..oseph B. Giacquinta, and Marilyn Bernstein.” Implementing

Organizational Innovations. New Tork: Basic Books, i971.)

Lack of Adequate Evaluation in Improvement Programs

Eva1uation.is an area of weakness in the great majority of local
educational improvement progranis, doubtless because the training of
school system personnel in methods of evaluation is grossly inadequate.
Leaders of improvement programs, {f they lack expertness in evaluation,
need to understand the nature of evaluation well enough to seek help from
experts in the field.

Diffgrent types of improvement programs require different sorts of

evaluation measures. - Programs designed to improve instruction call for

22
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. measures of ‘achievement of learning goals of different types (facts,
. ideac, skills, etc.), as well as for measures of student attitudes toward
the new prbgram as compared with the old. Programs designed to improve ° -

Staff morale, or schqol/comunity retations, or interpersonal relai:jons

of students at school, require particular kinds of measurés of attitudes
and behavior. " .
Studies of improvement programs have revealed the common tendency
" to treat evaluation almost as an afterthought {n conducting the programs .
Yet, if careful evaluations are not made, school system Ieaders have no
secure basis for' deciding whether or not a program is suc.:eeding, or whether
it is sufficiently successful to merit spreading it throughout the school
| district. “ o |
. Actually, change program evaluation' needs to include more than
. lmeasuring outcomes. Identifying and assessing local needs for
imﬁr’ovements is oae form of evaluation. Fiss.essing the change program
chosen “in terms of thé probability that it will meet local ;eeds is’
another. Assessing the Tmplementation of the program 15 another critical
form of program evaluation The reason for lts importance is clear: 'if
a program is not effectwe'ly implemented, what reason is there to expect
that it wﬂl produce the intended-outcomes? A fourth type of evdluation
is measuring program outcomes. ‘
' Evidence on the failure of Tocal improvement programs to provide
adequately for evaluation is given by Egon Guba in his analysis of 32
Title IIT pr'oposatls from 'I?,states. Only 19 of the proposals called for _ “
any kind of local needs analysis. Many of the proposals referred to lists
. of needs prepared elsewhere without provisions for determining whether they

appiie°d tocally. In 29 of the 32 proposals, no analysis was ¢ffered of

23
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' . the probabitity ‘that the program chosen would meet Tocal needs through its
provisiong. §0n1y one of the proposals confained any plans for assessing
level of implementation of fﬁe program. In this single instance, the
purpose given for assessing implémentation was éo'help other schools.
tmplement a similar program, rather-than to ensure that tocal implementation

-]

was successful. Most of the proposals contained some provisions for

.o evaluating pfogram outcomes. However, the best of these called for “weak
product evaluations utliizing only the most obvious indices:sich as pupil

ach{evement.” (Reference: “Evdluatign and the Process of Change." In

Catalyst for Change: A National Stqdv of ESEA Title 111 (PACE). Washington,
D.C.: U.S. Government Printing Office, 1967.)

Failures to Spread Successful Programs, District-Wide

. It is common practiqe to introduce local impmvgment programs in
juﬁt a féw classeé, or in oné schoot. It is well recognized that it is
the exceptign, rather than the rule, for a program that.has proven
successful in a pilot test to spread into schools throughout the district.
' Often this is due to a lack of funds, par%icularly when the piltot test
was fhnded from outside sources. But many times §his failure to spread the -
adoption of a program results from a lack of sdpboft from fhe central
¢ Tleadership, or from resistance of the staffs of schools to adopt a program

- that they tdentify with the school or schools where it was pilot tested.

The discussion Just given of faults of improvement programs provides
" one basis for examining job requirements in different positions of

teadership in local educational change, and the guatifications a person

. needs to possess to meet those. requirements.
i
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Objective 3. ldentify and describe positions calling for a specialty
in local educational improvement programs ‘

There are re%atiVe1y few positions in education that call for full-
time Involvement in educational improvement programs. However, many‘
thousands of educqtérs hold positions requiring-them to)spend a significant
proﬁbrtiqn of.time in planning and conducting local chanﬁe.programs.'.A
local eduhation;1.improvement spectalty 1S called for in any posiiion
requiring,” say 25 per cent or pé}e.of the time to be spent on local educational

change programs. In most instances such a specialty is a regular component’

program is a temporary assignment--as when a teacher is ﬁ?aced on a project
team charged with planning and conducting some improvement program.
' fheré‘js a dozen or more types of educational organizations or agencies
(‘with staff positions calling for a Tocal éducatibna? improvement specialty,

as listed below.

Public or paréchia? school systems

Private or commdnity schools -

Business, industry, government, and the military (with trainino programs)

Private foundations (with educational grant programs) .

State education departments | ‘

Educational information centers

U.S. Office of Educabion

National Institute of Education

Regional educational laboratories or R&D centers

Private educational R&D or consulting firms «

University departments or centers

25 -




vpit 1 & 22

L

< . ‘.'s
Note that the first four types on the list are srtes of tocal edUcatlonal

-

programs, Some staff members in each such agency have responsibilities for

teadership in improvement programs. The use of outsrde consultants or experts

-~ -

in desigring and nonducting tocal 1mprovement program$ is very common. Agencies
of types 5-12 on the .1ist are sources of such a;srstance. This is particularly
true of state education departments, private consulting firms, and uﬁgversity

- %

departments or centers. . . .

LY
' -

r

School Systam Sggc1a1ties in‘iﬁhrovlng_jnstruction 1“

Within a’ school system, reSponsibillties for teadership in improvement

programs is an important part of the jobs held by administrators, cocrdinatops,
and specialists working at the systel or building Tevel. .School systems of
different sizés and serving different student populptioﬂs-djffer greatlyl
. in the ‘names of positions within thei: tables of organization and in the
‘ - responsibitities a§Signe& toathése positions. The posit{ons described below
are representative of most pubtic school s}stems ir urban. or suéﬁ}ban
districts. In smaller districts, or in privaterschools, the functions

“related to improving instruction are concentrated in fewer positions.

Office of the superintendent. The school superintendent, with approval

of the schdol board, has over-all responsibility for the selectiog, plarning,
aﬁd conduct of educational improvement programs. These responsibilities
usually are shared with associate or assistant superintendeﬂts for
administration or instruction in the larger school systems. The following
Tist of change-related functions has been abstracted from job descriptions,

for Superintendent of 3Ichools and Assoctate Superintendent for Instruction
of one large schoo] system. Almost all of the items on the 1ist appeared

- ‘ 26
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l ‘ “ in both job descriptions.

. “ e Recommend objectives, goalé, progr‘ams,'an& priori-ties to guide the
: work of the school system ) ‘ ’ .

: Keep abreast of new-knowledge and experience in education

1dentify requirements of the school system for curriculum, programs, ‘ °,
personnel, and other resources in s%pport of instruction .

Lead in long-range agd ngrt-range planning of the curriculum and
instructional programs s s

&

Establish and direct programs to assist principals and teachers in
improving the effectiveness of instruction '

Develop sound and effettive school organization at all levels '5
-Identify requirements and recommend staffing for central administration

Prqvidé for effective programs’ of in-service training of unit heads,
principals, and other-central administration personnel

-

Develop and coordinate needed programs of in-service teacher education

R Evaluate the performance of unit heads and ensure sound evaluation
of "principals, coordinators, and teachers

. Appraise progress toward the attainment of the educational objectives
of the school system , . p

Plan and conduct a comprehensive program for providing information
and intevpreting the work of the schools to.the plblic

b 2 -

Curricutm coordinator (or department head). In most school districts, )

specific responsibilities for leadership in improving instruction in a
@ -

D : . :
e curriculum area are assigned to a district-wide curriculum coordinator or

© department head in .that area. The following list of functions is taken

from the job'description of a district mathematics coordinator.

Keep informed of significant developments in the field of mathematics
education and relate them to subject content and instructional methods

Identify requirements for improvements in mathematics instruction and .
lead the development of revised courses of study, materials, and methods

> Develop and lead a program of in-service training of teachers in

‘ . . mathematics )
&

Lead in developing appropriate subject-related activities in mathematics

Evaluate teacher performance and student achieyement in mathematics

ERIC . o o2r °
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. . ‘ Buildmg principal. A critical role in deVempin'é 'and conducting
educational 1mnrovement programs is performed by the building principal
;ince change programs in instruction always must be'jﬁplemented at the
building Tevel, even when they are planned e]gewhere-gn the school systenm.
The_f61lowing functions related to instructional impro?ement are taken from '
é Job description of the building principal. 3

Keep informed of significant developments and inngvations related
to the school’s instructional program }

Lead in deVeIOping and implementing improvements in curriculum,
instruct‘onal practices,. or school ovganization

Develop and supervise in<service _training programs for teachers

Participate in evaluating the implementation and cutcomes of
improvement programs

s

| " The three types of school system leadership positions singled out for

. atteption are usually the most critical ones for the design and conduct of locatl
improvement prégrams, though other positions frequently provide vital leadership.
This frequently is true of the director of pupil personnel servites, the director
of research or evaluation, or a staff member assigned as director of a particular
change program. It is important to note that numerous staff members ordinarily
share the teadership functlons invelved in an improvement program through being

members of a team representing administration, curr1culum, and instruction.

-

Local Educational Improvement Specialties.in State Educaticﬁ Departments

I : Oytside school systems, field personnel of state education departments play
key Ieadersth roles in inltiatlng, designing, conducting, and evaluacting Yocal

change programs in school districts, either as members of the department's office

at the state capitol or as members of a county or intermediate unit of the

. department.

28
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Mathematics consultant in a state education department. The following

local improvement functions are from the job description of a curriculum
special ist working out of the central office of a state education department.

Comparable change-related functions are berformed by department specialisté

rl

of other curriculum areas.

"Serve as-an advisor and Fesource person on mathematics education to
staffs of school systems

Plan and develcp cqﬁricu?um materials in mathematics such as course
outiines, study guides, and outiines for math, fiims and audio-visual
aids

Assist school district personnel in evaluating new teaching methods
and 1nstruct10na1 equipment

Demonstrate to schoo? system personnel the use of 1aboratory equipment
.to facilitate mathematics instruction

.Dfsséminate curriculum materials to local school officials through
conferences, workshops, correspondence, and publications

]

Organize and conduct in-service training for mathematics teachers

' Field specia?i%t of an intermediate unit of a state education department.

Most state education departments maintain county or intermediate units each

serving a geographic area within the state. The position whose functions are

_ listed below i3 that of a field consultant of an intermediate unit who offers

help to school systems in any area or level of instruction.
Design- and conduct workshops for school system leadership
Develop in-service training programs for elementary and secondary teachers

Assume 0perat10na1 respon51b111t1es for some change programs of school
systems

Provide advice on curriculum development for special education programs

Serve as advisor and consultant to elementary and secondary principals,
counseiors, and tratning specialists

Plan, organtze, and assist in e?ementary and secondary evaluation studies
of school districts

29
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A Specialty in School Improvement at an Education Information Center

A number of states contain an education information center linked both
with the Educational Resources Information Center (ERIC) of the U. S.
0ffice of Education and with the state education department. The chief .

" function of the centers is to provide school systems'with information about

new developments in education. The fb??ow%ng 1ist of functions is taken
from the job description of an information specialist o¥ one of the centers.

Assist school systems in assessing educational needs and setting
priorities for improvement programs

Oemonstrate innovative educational practices to school system personnel

Provide support services to local districts in needs assessment,
program design, and dissemination strategies

Assist school districts in obtaining and interpreting information °
needed to initiate and evaluate new practices ) Jrawr

Assist in program/project planning and writing

Assist local districts in attracting and using existing federal, state,
and local funds

Identify specialists who can assist in special areas of curriculum,
instruction, or administration .

EConduct Titerature searches for school districts

L .
Assist in planning and conducting local in-service training programs

Local .Educational Improvement Specialties in Other Typed of Agen&ies

ﬁany positions calling for a specialty in local educational change are
found:jn private educational consulting firms, regional educatioral Taboratories,
univer§ity deparfhents, and other types of educational agencies. Any of the
funqti@ns listed for the positions described on the preceding pages can be
performed by personnel of these types of agencies ser@ing in the roles of
consuifants to school systems or of project personnel eng;ged in developing

and testing educational innovations in school systems.

30
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Exsrcise's

Exercise 3hasks you to examine your present job, or jobs you would
1ike to hold in the fu;ure; in terms of the responsibilities for leadership
in local improvement programs that ;ﬁose Jjobs involve.

Thinking through the positions in various types of agencies that are
described above in termscof their relation to your career should make
this objective more meaningful to you, perhaps by helping you clarify
your needs to prepare ypurself to perform certain types of leadership
funictions, S

Turn now to- the next page and perform Exercise 3. Since this is a

. personal exercise, there is no-answer key for it.

&y

-
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| EXERCIBE 3 - WORKSHEET

. Personal~Jobs and Functions in Local Educational Changes

Directions: To relate Objective 3 to the job you now hold, or to jobs
you may hold in the future, respond to the tist below, filling in the
JOB -cotumn with N for the job you now hold and F for future jobs you
would want to hold. Then 1ist 5 or more key functions you perform,
. or would expect to perform, in a tocal educational improvement specialty
within the job(s) you checked. (Reviewing the functions listed under the
positions déscribed on the preceding pages will help you make your list.)

TYPE OF EDUCATIONAL AGENCY \ JOB ,

School System: Superintendent or Assoc. Sup't.
Curriculum Coord. or Dep't Head
Building Principal '
Other:

General Field Consultant
Curriculum Area Specialtist
Program Evaluator

Other:

State Education Department:

. Education Information Center: Information Specialist

.Educ. Lab or R&D Center: Fietd Consultdnt

Project Director

-

Private Educational Firm; Consultant to School Systems

UniVersﬁty Faculty: Consultant to School Systems

NEEEEERR RN

KEY FUNCTIONS IN LOCAL EDUCATIONAL CHANG& Y0u PERFORM, OR WOULD PERFORM:
t.
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Objective 4. Outline general qualifications for a local educational ™ °
« improvement specialty

Three'general types of competency are essential for a specialty in

Teadership of local educational improvement programs. These are (1}
knowiedge of education and educational changa; (2] skitts tn designing
and conducting tocal educatfonal improvement programs, and (3] competencies -

in interpersonal.retations.

Egowledge About Education and Educational Change .

A leader 1in local educational improvement proérams should have a basic
knowledge of the major aims or themes that‘underlfe instructional programs,
products, or procedures. For example, one should possess a working knowledge
of individualized fnstruction; of student self-direction, and of mastery
as a criterion of accomplishment of learning tasks. Likewise, by way of
example, one should.know what is meant by teaching {deas rather than facts,
by teachinq.students competencies in probiem solving, and by fostering
positive self-concepts in students.

Also, the specialist in educational improvement should be competent in
analyzing the relationships between major educational aims and the products -
or procedures that are intended to foster those aims Tﬂ schools. For
example, one should be familiar with various approaches to individualizing
instruction such as nongréding. IPL, opén classroom plans, or independent

study programs.

Further, a leader of local improvement programs needs to know about
the organization of school systems, their instructional programs, and their
relations with the communities.they serve. '

. _Exercise 4 (next page) offers you the opportunity to check how familtar

you are with varinus major developments that have been focal points of

educational improvement programs during the past decade or two. 33
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EXERCISE 4 ~ WORKSHEET
. Checklist on Knowledge of Topics on Innovation .

Directions: Every ecucator with a specialty in local educational improvement

needs Knowledge of a variety of topics and information on current practices
and innovations. This checklist helps you to judge your knowtedge: of such
topics and to identify topics you need to learn more about.

Please respond to the Tist of topics by checking those items about which

vou feel you tack sufficient knowledge to work effectively in change programs
involving them. Then circle your check marks for those items you particutarly .
would Tike to know more about. '

¥

____racial integratjon ____continuous progress plans

____ T-groups ___ differentiatl stéffing

____community action organizations —___open classrooms

- contingency management - ___.Black Studfes

_____computer-aided instruction ___programmed instruction

____nongraded pians ____ sensitiyity training

—__ extended school year . affective goals

criterion referenced tests . accountability

. mas?i:eryi-referenced instruction _'beha'vi oral objectives
. ____personal/social development . ____computer scheduling

. honors programs . _____preschool programs

____alternative schools B ____open ptan school butldings

___ team teaching . ____voucher plans

____drugs and education student roles in decision making

___ instructional technology ___ MWicroteaching
____community involvement in schools ____ individualized instruction
___ self-directed learning ___ simulation techniques
____games in education ____instructional TV

____ competency-based instruction ___ performance contracting

PLEASE ADD TOPICS YOU FEEL BELONG ON THIS LIST, AND CHECK THEM APPROPRIATELY. -




Unit 1~ 31

. In case you wish to improve your knowledge of certain of the topics

~ Tisted ‘in Exercise 4, a good way is to turn to recent issues of Education
Index to locate key references in educational periodicals or books. All

o} these Ttems will be found to be topics of articies or books published

during the-past few years. Journals such as Phi Delta_ﬂgpégn, Educational

Leadership, and Saturday Review (Education Supplement} are excellent sources

of up-to-date summary articles on such topics as those 1isted.

Skitls in Designing and Conducting Local Improvement Programs . .

]

¥

Anyone having 2 specialty in leadership for tocal improvement programs
needs expertness in the problem-solving processes required for designing and

conducting such programs. This expeftness.relates to performing local needs

analyses, surveying resources avaiiable for meeting the needs identified,

. evaluating I‘o'cal resources and constraints as Ehey relate to under‘ta.king
_different alternytive improvement pregrams, designing the improvement prbgram

> chosen, then conducting the program through the processes of implementation,

evatuation, and local diffusion into other schools if it was initiated on a

piltot basié in one or two schools. Being expert in employing §uqh problemn-

solving processes does not necessafily mean that one must actuﬁ]]y perform

them. .Rather, it may mean chiefly offering assistance tc local personnel as

they design and conduct their own improvement programs.

The probtem-solving skills just referred to constitute the heart of

the training offered in Units 2-10 of this training program. These units

are briefly described later in this unit as part of the General Study Plan

Guide.
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.- . Competencies in Interpefsona] Relations

£

Leadersh1p in local improvement programs always requires sk1115 in
working with others. To be effective in working with school system personnel, - ‘f
~the leader must employ sound procedures of communication and of interpersonal

or group processes. Always the leader must work within the 1imits set by the

- -

competencies and readinesses of local personnel. Often the role calls for
. skills in selecttng and training individuals who will, perform essent;g#gmasks
in the design and conduct of change programs. )

, ) . Tr'gmmg in interpersonal relations is not a‘formal part of this
training program, though Unit 2 on the theory and strategies of Tocal
educational change contains some material related to this topic. Some
excellent training materials for establishing such competencies have been

developed by the Northwest Regional Educational Lahoratory in Portland, Oregon
. under the title mter‘pergonal Communications.

A useful way “For you to examine your competencies in interpersonal
relations is to perfor*m Exercise 5 (next page}. This exercise is not a
personality test but rather stmply a cu.cklist of some important aspocts of

Interpersonal communications or relationships.,
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N EXERCISE 5 - WORKSHEET )
.. Checklist of Personal Competencies

Directions: Check one of the boxes opposite each item. Avoid undue modesty
as well as avoiding the tendency to inflate your judgments ?n your favor.

THOROUGHLYT GENERALLY NEEDS

COMPETENCY COMPETENT | ADEQUATE. }IMPROVEMENT

)

. 1. bescribing your ideas énd feelings
¢ to others

2. Being perceptive of group needs,
~ opinions, and attitudes

.3, Being able to relate to people ~ .
of diffgrent cuttural groups .

4, Adapting to differences in >thers' & s
roles 3 .

5. Identifying non-verbal communication
cues

. 6. Eliciting confidence in others ' .

7. Putting others at ease

8, Being an attentive listener

9. Being objective in dealing with .. )
qthers' ideas and feelings '

10. Being flexible in dealing with
others' ideas and feelings

11, Exhibiting self-assurance in .
interacting with others

12. Being tactful inrhandling
disagreements

13. Being sensitive to others" ' | .
feelings and wishes . . .

14. Employing approval and préise
whenever justified

. 15. Offering support and help to
,others readily, as. needed
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‘Objective 5. Qutline needs for training in a logal educational improvement
. specialty .
; _ < K =
’ - Many thousands of educators hold positions ealling on them to take

" Teadership in the desién and conduct of improvement prOgrams'in the nation's ~. 4
scﬁools Rarely have they received training for a specia]ty in providing
such leadership It is no surprise that there is an acute shortage of )
- . trained perSOnnel lq this field, and it is no surprise that most local:‘
improvement programs reveal the types of shortcominﬁs ?eviewed uqder Obﬁective

2 of this unit (pages 14-20).

4 °

Several maaor studies of educational perSOnnel have hlgh]lghted needs
for trained personnel to provide Ieadershlp for tnnovation in schools
across the country. Three studies meriting special attention are thosa by
C.l,ark and Hopkins (1969); Gideonse (1969), and Chase (1968). AN three - .

. studles found a serious Tack of personnet having tr‘ammg suited to the
requiremegts of current and pnospective posxtions in the development,
- diffusion, and utilization of 1n§¥rucﬁ1oﬁ;1 innovations.
-. S%dney dJ. Marland, Jr., former U.S. Commissioner of}EduEatiOn and
former Under SecretaEy for E£ducation in the NDepartment oé Health, éducatiOn,
‘e, _aﬁd Welfare, stressed %he importance of developing a "delivery system" to
< bring successful'innovations°into the nation's schools. He wrote: -
“Whatever sort of ereakthrough we achieve in teaching and learning, it will
;e.useless unless it'is_linked with a system foe detivery that works."
'(1971, p. 577) Obvieusly, the delivery system he refers to depends on
adequately trained personnetl to provide the needed Ieader"ship for designing
and conducting local educational improvement proéfams. ' ‘

. , . With respéct to the adoption of innovations by schoo} districts, Clark -

and Guba (1967) make this key recommendation c0ncerning_the needed teadership:

398
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2

Each district should identify’ 1nterna11y or employ high- e¥§1
personnel -whose 'charge it is to serve as Iiaison betwe
district and outside change agencies, to mount and caﬁﬁy,out
demonstration and tria} projects within the district, and to
work with teachers and other pérsonnel in the d1strict who are
engaged in installing and 1nst1tutfona1iz1ng .new programs and -
practices (p. 131}, .

This trainlng program. is directed spec1f1cal1y at providing the sort
of tralning called for in the studies cited. If you wish, as part of
your study of leadership for educational jmprovement. to consult any of

. thege studies, the needed references are given below.” Also, reference is.

made to_the national study of Title III projects edited'ﬁy Richard I. Milier.

&

L
Fi
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Unit 1

o GENERAL STUDY PLAN GUIDE

"

Pirocedure for Deciding YWhich Units You Will Study

The General Study Plan ﬁu%de pffers you a procedufe for deciding
which of Units 2-10 of this training pro¢.am you will study, and for

setting up your plan for studyiqé them. 1f you have an instructor for

the traiﬁing program (perhaps your job supervisor, or a workshop director},

you and your instructor ﬁill work out your plan -together. ..

- 36

The Guide calls on you to do three things: study the brief descriptions

of Units’2-10, fill out the Personal Unit Analysis Form, and fill out the -

Personat Study_Plaq Form. fo™

I3

-

Descriptiofs of Units 2-10_of the Training Program

Read the following descriptions of 9 training units to gain an overall

* " . - +
famitiarity with the topics ‘they cover.”™ The sequence of the units is not
. A : . *

important except for the fact that Units 2 and 3 present the most Yeneral

mé;erial on theory, strategies, and procéﬂures‘of tocai improvement prodram

while Units 8, 9, and 10 deal with Specific aspects of the local change

process. Units ;-7 offer anélysés of major themes or purposes undgrlyinﬁ
tocal improvement programs. l
You will need Lo-return to these descriptions when you proceed to tha

second part 2? the Guide to fill out the Personal Unit Analysi§'Form.

Unit 2. Theory and Strategies of Local. Improvement Programs. This
L3

unit provides a general conceptual basis for selecting, designingjwuyli
conducting lTocal educatidnal improvement programs. The following are
covered in the unit:

The retation of theory of educational change to planning and
conducting the local improvement programs

‘Barriers to change ir school systems: bureaucratic organization,
negative attitudes of staff members, tack of needed resources, etc.

410 | a
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Forces favorang change,’ acute probiems gf the schoo]s (dropouts,

= gréup confiict, drugs etc. ),‘eommunity pressures, pressures from
goVernmqntai agenctes, information about educationa innovations

fStrategies for improvement programs ¢ authoritarian.ys particigatory,
product-centered vs need-centered, pilot vs total-system approaches,” *-
external vs internal leadership

Guideltnes for effectiye leadership in local educational improvement:.
working within local readinesses, cffering expert assistance, following
'rules for- effective interpersonal relations and group processes

- Ways of establishing’ local capabiiitdes for teadership in planning and
. conducting improvement -progréms Lo -

E
L
L] . *

Unit 3 Task Flow for Designing’and Conducting Local Educational

Improvement Programs. This unit presents a general probiem-solving.modei and

-]

'shows how to apply it to thé design and conduct of improvement programs.

Unit exercises are based on a detailed case study of the development and
:-:introduction of the program of a new intermediate school in a large urban
cmﬂnunity The task f]ow covers the following general stages in educationai
improvement programs ' i
Identifying the area where improvement {is needed -

Assessing what needs to be changed in ‘the area chosen

~zidentifying,reSources that could be put to work to meet -the needs

. Sizing up local factors, plus or minus, related to adopting resources
- ‘ that could meet the rieeds for improvement

k]

-

-

Selecting the changesvto be introduced in the improvement brogram

-

Qiuzgggpting the improvement program
Ins .iiing the improvement nrogram and assessing its tmplementation -
Measuring outcomes of the improvement program

Deciding, on the basis of outcomes, whether to discontinue, continue,
or spread adoption of the improvemzat program

41
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Unit 4. Indiv%dua]ization, Mastery, and Student Self-Direction as

Themes of Educational Reform, with Related Iﬁnovations. _This'unit deals
withﬁthfee major, and closely related, themes of tong‘s educational reform
movement, and examines the extent to which various recen{ innovations in
instruction place these themes in operation. The unit covers the following:
"Hhat Ts individualization {or personalization) of instruction?
What is a teacher's model for individualization?
How, and to what extent, do these innovations provide for indivual-
ization: qb1}1§y grouping, nqngradjng,*fndependent study, honors
programs, indiyidually prescribed instruction (IPI}, or th: open
- classroom? T .
What is weant by mastery and how can every student achieve mastery?
. What are the benefits from having all ‘students master learning tasks?

What is student seif—direction and how can it-be achieved?

Why is student self-direction essential for individualizing instruction?

£

-

Unit 5. Enquiry as a Theme of fducational Reform, with-Related Innovations.

< This unit deals with fhe theme that is at the heart of nearly all of the new

curricula in science, mathematics, and social ‘$tudies. Enquiry (often spelled
inquiﬁ}) as a theme in instruction means that students iearn to think, to
solve problems, to be creative, to condgct projects in a curriculum area.
Memorizing facts, or merely learning skills by rote, is no longer the emphasis.
Topics covered in the unit include the following: .. .
Why should instruction place emphasis on teaching all students to enquire?
How does understanding ideas help in conducting enquiries?
What are the steps or stages in conﬁucting enquir& (problem solving)?
Methods of analyzing curricula in terms of provigﬁﬁﬁs for enquiry
Methods of analyzing instruction in terms of provistons fof enquiry

How to assist a school district in introducing enquiry instruction

42
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- r

. Unit 6. Personal/Social Development as an Educational Theme, with

Related Innovations. This unit deals with an area of educational change

that ‘has received immense attention during recent years, often under
v - héadings such as affectng education, humanizéd education, or psychological
education. Any educator with a specialty in 1oéa1 educational improvement
needs to be acquainted with developments in this area. The unit topics
include the following:
Why should schools place empﬁasis on students' personal/sociaf development? -
What is self-concept.and how can instruction foster positive self-concepts?

What are faults of today's schools in relafion tn building positive
self-concepts in slow learners, girls, and members of minority groups?

How can students® motivation to achieve be strengthened?
How can values be taught in school?
. How can instruction improve interpersonal and iunter'gr‘oup relations?

How can the educator evaluate shortcomings of the instructional arogram
in relation to students' personal/social development?

What are approaches to teacher education related to increasing their
competencies in fostering students - sound ‘personal/soctal development?

Unit 7° Relevance as an Educational Theme, with Related Innovations.

A very recent theme in c;iticfsms of the ¢chools ana Tu instructional
innovations is relevance, a theme concerned with the extent to which the )
school program is appropriate for meeting the needs of d%fferent groups of b
students. Topics in this unit include these: . ’
What is relevance. and how can one judge the relevance of a school program?
What are major lacks of relevance of school programs for students generally?
How do school programs fail to be relevant for girls?

How do schogds lack relevance to the needs and cultural backgrounds
of minority groups, especially Blacks?

How can student participation in decision making improve schools' relevance?
p

Q . : 43




Unit 1 - 40

How can communIty participation increase the relevance of the schools
to students® needs? . ©

What are major changes in curriculum and instruction designed to make
scheols more relevant to the needs of students generally?

]

What changes in curricu?um and tnstruction have been offered as ways of
increasing their relevance for girls and minority-group students?

How have alternative schools, or alternative prograhs within schools, ——
been designed to improve the relevance -0f school offerings? s

How can the relevance of a schoo]'s.program be measured?

_Unit 8, Selectlng a Local Educational Improvement Proéram.“SOmetimee

‘ ~ the educator with a speciaity‘in lTocal Tmprovement programs s callad on fo ‘
help a school or school system choose an improvement program. This unit
focuses on this phase of the local change process that i{s covered less

‘ intensively in Unit 3 that covers also designing, conducting, and evafhating“
. improvement programs. This unit deals with the problem solving process of

choosing a change program in the following major steps: '

ldentifying, the area of an improvement program
Determining needs for improvement in the area of concern
Surveying resnurces available to meet the needs

Assessing local factors favering or opposing the adoption of different
pramising resources

Arriving at the choice of an improvement program based on the éteps above

Unit 9. Analyzing and Improving the Implementation of a Local Educational

Program. Often the spectalist in local educational improvement will have the
task of improving a school or school system program rather than of helping

introduce a new program. This unit focuses on this process and covers the

following
. Identifying specific aims of the program to be improved, and program
features related to those aims

Q ' ) . . 44 .




Unit 1 « 41
Assessing shortcomings in implementation of the program‘s features
Identifying 1ikely causes for shortcomings in program implementation
Designing a ptan for improving the implementation of the program

Exercises in the unit give the student practicte in planning to perform

these aspects of the untt task.

-Unit 10, Diffusing Educational Improvement Programs wfthtﬁ 5 Sch061 .

System. Many times, improvement programs that are successful .in the ptiot
tryout in a few classrooms or in one or two schools fail lo spread throughout
the school district. This unit examines reasons.why this is so and"analyzes
ways in which system-wide adoption of iqgrévement programs can occur. These

are some of the topics covered: ) —

Distinguish needs for improvement that are apt to be s&s;em-wide from
‘those that are apt to be localized within a school district

Identify reasons why a successful ptlot program may faill to spread
throughout the district

Indicate occasions when an improvement program should be-initiated
system-wide and those when a pilot tryout is needed

Hhén is it desirable to foster the system-wide adoption of a theme
rather than of specific improvement programs?

What advantages and disadvantages are there apt to be in a system-made
improvement program rather than one developed outside the system?

Preparing an outline for diffusing an improvement program, system-wide.
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Fillfﬁg'out the Personal Unit Analysis Form.

When you hav; finished examining the unit descriptions it is time to
react to each unit on the Personal Unit Aralysis Form (next page}. In doing
this, take one unit at a time, rereading tfie unit description, then filling-
in the boxes on the analysié form opposite the unit fitle.

Ybuﬁ-ratings of - the amount of training (or course work] and work experience
you have had with the unit topic come first. Is the unit topic one you know
a great deal about, or is it relatively unfamiliar?

Next, give your judgment of the importance of the topic for your present
~ Job, or for jobs you'd Tike to hold. It is possible that all of the uﬁits
wi}l appear to you tp b;khighly important; if so, do not hesitate to enter
H for high opposite each unit. '

Finally,.for each unit, rate how strqn§ your nééh-is to study that unit.
Again, even though you may not decide to study more than a small number of
thg units, you may want to indicate a high Need to Studf most or.all of them;
After you have made your ratings opposite all of the units, it may be helpful
for you’to rank the units in terms of Need to Study, giving rank 1 to the
. unit(yOQ think you most need to study, and so on.

Your instructor, if you have one, can be very helpful to you in filling
out Cotumns 3 and 4,- Especially for jobs you have not held, your instructor
can help yod’judgé how important each unit will be for those jobs.. Also, your
instructor may recommend or require that you study certain units in relation
to course work or a workshop.

Now, fill out the Personal Unit Analysis Form as a step toward deciding

on your study plan as recorded on the Unit Study Plan Form.
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PERSONAL UNIT ANALYSIS FORM

.

bnit 1 - 43

Directions: Fill in the boxes opposité each of the 9 unit titles. In column
1, 2, and 3, enter H (high), M (moderate), or L (low) to indicate the Training

or Course Hork you've had on that topic, the Work Experience.yo

u've had .on the

topic, and the Importance of Topic for Job(s), whether for the job you hold or

Jobs you'd like to -hold.

In column 4, fi)1 in Need to Study the Unit as H, M, -

or L without regard to whether vou may include the unit in your study plan.

L T

T T C'gl..,&z T é‘ﬁ‘éﬁlﬁ
: RAINING OR + . L MPORTAREE | NEED TO
UNIT TOPIC { COURSE WORK . EXBE%%ENCE OF TOPIC STUDY
\ ON'TOPIC ~| ON TOPIC | FOR J0B(S) || THE unIf

. Thébrj and Strategies of -

Improvement Programs

Task Flow for Lecal
Improvement Programs

. Individualization, Mastery,

& self-Direction as- Themes

. Enquiry as an

Instructional Theme

Personal /Social Development
as an Instructional Theme

. Relevance as an

Instructional Theme

Chbosing a Local
Improvement Program

. Improving Implementation

of a Local Program

10.

Diffusing a Successfil
Program, System-Wide
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N o=

. " Filling out the Unit Study Plan Form I .

Your final planning task is to decide whiéh of t@e nine units you
will study, and how you will study them. The Unit Study Ptan Form witl
help you do this. o o
FirSFj on Fhe Form, (hext page} fill in your reasons for studying units
of this féaining-program. Be as specific as you can. If you are studying
the units as part of your course work, or in a workshop, indicate what i
course or workshop and what use ﬁi]l be made of Fhe training units. If;you"
study the_units on a personal basis, give your reasons for stuqying them.
Next, indicate the approximate amount of time you have for study of
units in thé program; this may Timit the number of units you will study
among those you rated as HIGH Need to Study on the Pérsonal Unit Analysis
Form. Indicate aiso the period of time over which your study will take
ptace. B ‘
Now comes the critical decision in your planning: Which units will you
study? You might, for example, want to focu; on Units 2 and 3 %ﬁ order to
increase your understanding and competencies in the overall process of
ptanning and conducting Tocal improvement programs. Or you'might want to
focus on one or more of Units 4-7 that deal with themes of educational reform.
Or, if you are especially interested in indilvidugtization (for example} and
want to be able to foster this theme in local improvement programs, you
might select Units 3 (the Task Flow) and 4 (Individualization, Mastery,
and Student Selfibirection). Your iq;tructor. if you have one, doubtless‘
will assist you in selecting units for study.
. Finally, fi11 out the bottom section of the Unit Study Plan Form to

indicate how you will study the units you select.
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UNIT STUDY PLAN FORM .

™

' Directions: Outline your plan for studying units in this training program by

filling out the sections of this form. Be as specific as you can in describing
your study plan. (You may wish to return once more to the descriptions).

YOUR REASONS FOR STUDYING UNITS OF THIS PROGRAM
University Course Work. Specify:

'
o 1+
.

Workshop or In-service Course. Specify:

Personal Reasons Only, Specify:

-

AMOUNT OF TIME YOU HAVE FOR STUDY OF THE PROGRAM -

-~ Figure your time in terms of full-day equivalents, whether you study during the
daytime, evenings, or weekends. Figure 6 fiours of study is a full day‘s work.

Number of days » Over what time pertod? From
' To

UNITS YOU PLAN TO STUDY

Depending on your purposes and the time available, you may study any number from
one to all nine of the units. Figure that the uni{ts each require from one to
two days of study. )

Units to be studied: (Circle the numbers) 2 3 4 5 6
7 8 9 10

HOK YOU PLAN TO STUDY THE UNITS
On a contract basis with instructor. Specify:

With fellow students. Specify!

On a fully independent basis. Specify:
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